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9 May 1951
MEMORANDUM FGH: THE DIRECTCR
FROM: Acting Assistent Divector for Intelligence Cocrdination
SUBJECT: : Survey of Interdepartmental Committees

i. In meking a survey of Interdepartmental Committees in wvhich
CIA has an interest we have attempted to isolate the queations in which
Jou are primarily interested. These may bed

&. Question: Do we know what committees there ave?
Answer: Yes. Attached hereto are three lists:

(1) A 1ist of interdepartmental comuittees in which
CIA has the chairmanship,

(2) A 1ist of those committees on which CIA sits only
a3 a membeX or an observor,

(3) A st of those committees which, though frequently
referred to, have been found upon investigation to have been
terminated,

Ls Question: Are policy commitments being made in these
interdeparimental comitteen and if 80 do the members have in
each case suthority to make the commitment?

Answer: It is not believed, from our survey, that CIA
nembers of camitices are making comuitments for the Agency without
proper authority. There are frequently occasions in which a c1a
member undertakes to verform a tesk in the mutusal Interest of the
Committce members which is at the sape time in line with the
functional responsibility of this Agency (and more specifically of
his office). Many of these occur at the working level and, in fact,
should be carried ocut on the responsibility of the Assistent Birector
concerned without roference to higher authority.

€. Question: Do other departments or agencies control CIA
functions and decistons through the Committee device?

Agswer: This is nct believed to be the cage. Other

departments cannot control the kind of weak CIA does 4f owr people
understand the Agency's functionsl responsibilities, It fs belfeved
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that the officers conceyned with interdepartmental committecs

are relatively clear on this matter and appreciate the need for
top-level decision in this aves, Furthermore the committces

cannot essipn vorkloads even in pursuance of proper responsibilities
without the ecquiescence of the assignees,

ds Question: Arc the interdepartmentel cormitiees trying to
discharge Jointly responeibilities which clearly belong within a
single sgoncy?

Answer: In general this is not true, slthough the estab-
Ushrent of & commitics commenly tends to reke each adminiatretor
Teel more comfortable becausc his problen 1s ghar=d and therefore
"solv:d.” In fact, however s the esteblishment of an interdepart-
mentel committee means that a systemutic method 18 sought for con-
sultetion with other agencies. A commlttce may appropriately deal
with problems where effective sction requires each member agency
to carry out its particular rzeponsibility in proper tiring and
emphasis with the others. The existence of & camittes cannot
relieve the rosponsible official of any of his cbligations and in
general this principle is understood,

e gganm: Doea proper co rdination regqulre thege
committees?

fingwer: In wmany cases the formal camittee provides the
vasicst way of carrying out the required courdimation, In some
“ther cages coordination ecould be ag effectively achieved by other
means. However, in dectding whether or not to kill e particular
committce one must consider all factors including what the com-
mittee costz in man-hours and red-tape and its value 8s 8 con-
venlence and psycholegical comfort, The eage or difficulty of
ternination 1s alsoc an important considerstion., It should be

fa Question: Ame the interdepertmental comsittess iy fact
performing =ffectively and how can they be fmproved?

Angwer: It 4s doubtful that any committee Punctions as
effectively and a= efficiently ag we would like. A surgmary state-
ment that we are doing well op badly is not very helpful., What 4s .
required 1s an examination and thercafter continuing alertness
regarding the effectiveness of cach comaittce and what steps csn
be taken for lmmrovement. Initislly each Assistent Mrector has
the responaibility for bedng consorncd and taking proper measures
vher: necessary to sce that coemittees under his own responsibilicy
axre effective., In addition 1% is my task to assist the Assistant
Directors and yourself in sceking improvemont. Suggestions for
improvement may take difforent forms. Thus, for example, in the
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case of the Wetch Committee O/IC in consultation with 0/CT has
submitied recommendations to you on vhat needs to be done and how
we should proceed. In other copes suggestions have been pade in
the course of working with the Agency's committee chairmen or our
repregentativen, ‘

2, It de entirely to be expacted that an agency such &s OIA vhich
heg a sigeable courdinating role should use the formal comuittee as a
technique or method in achieving coordinetion. EFeeh sdnindstrator must
realige, however, that he remains responaible for mstters in his ares
vhether there is & comititee involved or not, The Director's problem,
then, with ruspect to coamittees » becomes indistinguishable from the
general problom of supervising the work of the mejor units of the Agency.

JAMES Q. REBER
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